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Abstract
Asset management planning in Ontario has evolved since the early 2000s and Ontario
Regulation 588/17: Asset Management Planning for Municipal Infrastructure came into effect
on January 1, 2019. The requirements of the regulation are different for small municipalities,
being those having a population of less than 25,000, than for large municipalities. The burden
of undertaking large-scale change initiatives, specifically those that are externally initiated,
can be especially difficult for small municipalities that often lack the resources and specialized
staff to address these changes. This paper explores the organizational factors that contribute
to the success of local government asset management planning activities in small
municipalities.
A review of asset management and change management literature determines the elements
that contribute to successful change management in public organizations undertaking asset
management programs. Central to this is review is a change management framework
consisting of the eight factors necessary for successful change in public organizations that
was developed by Fernandez and Rainey in 2006. Through this research, the framework is
adjusted to remove extraneous factors and add factors central to the asset management
literature. The factors found to contribute to the successful delivery of asset management
programs in small municipalities are as follows:
•
•
•
•
•
•

Factor 1 – Provide and Implement a Plan
Factor 2 – Ensure Top Management Support and Commitment
Factor 3 – Use Evidence-Based Decision-Making
Factor 4 – Institutionalize Change
Factor 5 – Provide Resources and Pursue Comprehensive Change
Factor 6 – Build Internal Support by Communicating Strategically

The applicability of these six factors is then validated through a longitudinal comparison case
study. The case study demonstrates how Loyalist Township, a small municipality in
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southeastern Ontario, has employed these methods to contribute to the success of its asset
management planning over a 10-year period, from 2009 to 2019.
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Introduction
A municipality’s tangible capital assets (TCAs) are often seen as its greatest strength, but
appropriately managing these assets is challenging. The 2019 Canadian Infrastructure
Report Card estimates that municipalities own 56.8% of Canada’s core public infrastructure
and that core municipal infrastructure assets were worth, on average, $80,000 per household
(2019). The deferral of infrastructure spending during the 1970s and 1980s has led to the
declining condition of municipal assets and an increase in the cost of asset renewal. In 2019,
one-third of Canada’s core municipal infrastructure was found to be in fair, poor, or very poor
condition, while roads, municipal building, recreation, and transit infrastructure assets were
most in need of attention. Municipal governments face competing pressures for resources to
service new and updated needs. Specifically, population growth, changing legislative
framework, technological innovation, and climate change, all create new challenges when
compared to renewing and reinvesting in existing infrastructure.
In response to these challenges, some municipalities have prioritized short-term priorities
without realizing the benefits of long-term planning. Furthermore, if these concerns are not
appropriately managed, issues with asset condition can lead to service delivery issues and
impacts on quality of life. To ensure appropriate levels of service are planned and maintained,
the governments of Ontario and Canada have worked closely with municipal governments
since the early 2000s to address aging infrastructure (Canadian Infrastructure Report Card
2019). The difficulty in managing Tangible Capital Assets (TCAs) is especially true for smaller
municipalities that own many TCAs but lack the capacity and resources to effectively maintain
them.
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Over the last decade, the Province of Ontario has made significant changes to the way its
444 municipalities are required to manage TCAs. Recently, the management of core
municipal assets has expanded from focusing solely on the development of new infrastructure
to maintaining existing assets (Arif and Bayraktar 2012). Through extensive consultation with
its public partners, the province has recognized the vast infrastructure deficit that exists for
Ontario’s municipalities when it comes to capital replacement, renewal, and maintenance.
This consultation determined that, while most municipalities have undertaken some form of
Asset Management (AM) planning over the years, there is a need to ensure that all
municipalities adequately plan for the future and that this planning is standardized across the
province. The province concluded that it needed to work with its municipal partners to develop
and implement appropriate Asset Management Plans (AMP) in order to ensure that
appropriate AM activities are undertaken by all municipalities (Government of Ontario 2015).
In response, the Province of Ontario introduced legislated requirements for standardized AM
planning in 2018 by way of Ontario Regulation 588/17: Asset Management Planning for
Municipal Infrastructure. Over the past decade, municipal administrators and politicians have
anticipated the increased focus on AM activities and have recognized the need to shift
organizational culture and resources to refocus how assets are managed. Many
municipalities have made specific and measured changes to organizational factors in
preparation for, and in response to, evolving provincial requirements for AM planning.
This paper will explore the organizational factors that contribute to successful asset
management planning in small municipalities. This will be accomplished by outlining the
history of asset management planning in Ontario and how O. Reg. 588/17 came to be,
followed by a literature review to determine the elements that contribute to successful change
management in public organizations undertaking AM programs. These factors will then be
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linked through a longitudinal comparison case study which will demonstrate how Loyalist
Township, a small municipality in southeastern Ontario, has employed these methods to
contribute to the success of its asset management planning over a 10-year period, from 2009
to 2019.

Ontario Regulation 588/17: Asset Management Planning for Municipal
Infrastructure
The Need for Asset Management Policy in Ontario
The development of AM in Ontario can be explained by using concepts from the public policy
literature. O. Reg 588/17 is a provincial policy that affects municipalities. Public policy being
defined as “a course of action or inaction chosen by public authorities to address a given
problem or interrelated set of problems” (Pal 2014). AM in Ontario municipalities was
formalized as a provincial priority during a policy window that opened through the
convergence of problem, policy, and political streams (Henstra 2010) following the global
economic downturn of 2008. At this time, a number of policy entrepreneurs, including
municipal politicians and officials, as well as associations such as the Association of
Municipalities of Ontario (AMO), the Federation of Canadian Municipalities (FCM), the
Municipal Engineers Association (MEA) and the Municipal Finance Officers’ Association
(MFOA), recognized on-going concerns with the infrastructure gaps consistently faced by
municipalities. The Province seized the opportunity to develop much-needed policy
surrounding AM, with the goal of ensuring that other municipal requirements competing for
resources with TCAs did not overshadow future AM needs.

THE SUCCESSFUL IMPLEMENTATION OF O. REG. 588/17 8

The Province also recognized the need for municipal AM policy through policy diffusion. The
development of AM policy in Ontario was informed by significant AM policy work in Australia,
New Zealand, and the United Kingdom, through the publication of the International
Infrastructure Management Manual (IIMM) (Davies, Dieter and McGrail 2007), the BSI PAS
55 specification, and ISO 55000. In Ontario, policy diffusion, specifically in the form of
governments learning from one another through policy advocates and entrepreneurs
advocating for AM policy, helped inform the need to mandate AM planning for municipalities.
AM policy development in Ontario also occurred in the form of bottom-up innovation.
Municipalities recognized the need for changes to the way provincial funding was allocated,
with a desire to encourage municipalities to appropriately manage assets by rewarding those
with effective AM planning with provincial funding, rather than the inverse. The development
of AM policies and plans is meant to be a systemic solution to a complex problem by balancing
solutions that ensure fairness through consistency (Pal 2014). The development of
reasonably consistent AMPs based on standardized performance measures was deemed an
objective method to ensure the proper management of municipal assets and to evaluate each
municipality’s need for intergovernmental funding.
The Path to O. Reg. 588/17
As a result of consultation undertaken by the Province and an understanding of the key policy
requisites, a number of actions to improve AM have been required of Ontario municipalities
since 2009 (Ontario Ministry of Infrastructure 2011). These requirements culminated on
January 1, 2018 when Ontario Regulation 588/17: Asset Management Planning for Municipal
Infrastructure came into effect.
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In 2009, Ontario municipalities were required to implement the Public Sector Accounting
Board’s PS3150: Tangible Capital Assets public sector accounting standard, the first step in
a new era of appropriately managing TCAs. In an effort to better illustrate the financial health
of public organizations and more easily determine the total cost of a service, municipalities
were required to move from modified accrual accounting to full accrual accounting when
completing their financial statements. Starting in 2009, municipalities were required to
undertake a full asset inventory, track on-going acquisitions and dispositions of assets, and
charge annual amortization against operations. To fulfill these requirements, municipalities
assembled a complete asset inventory and valuation, developed new accounting
requirements and policies, and began calculating and charging amortization expenses
(Radford 2008).
Following the implementation of PS3150, the Ontario Ministry of Infrastructure released its
“Building Together – Jobs and Prosperity for Ontarians” guide in June 2011, which outlined
the government’s 10-year plan to address Ontario’s infrastructure deficit. This document
described the Province’s expectations of municipalities to make evidence-based decisions
when prioritizing capital projects and maintenance work plans, thereby making the best use
of limited municipal resources and provincial funding programs. It also clearly outlined a focus
on assisting small communities in dealing with their core infrastructure funding shortfalls
(Ontario Ministry of Infrastructure 2011).
Commencing in 2012 with the Province’s Municipal Infrastructure Strategy, municipalities
were required to use AM planning to support applications for intergovernmental funding for
capital investments. Applications required a clear demonstration of how the project for which
funding was requested was prioritized in a municipality’s AMP, while also outlining the
municipality’s plan to fund its share of the project. At this point, the Province recognized that
THE SUCCESSFUL IMPLEMENTATION OF O. REG. 588/17 10

small municipalities with populations of less than 25,000 may not have the internal resources
necessary to complete an AMP and funding was made available to these municipalities to
assist with the preparation of an AMP (Government of Ontario 2019).
In 2015, the Province enacted the Infrastructure for Jobs and Prosperity Act, 2015. The
purpose of this Act is to “establish mechanisms to encourage principled, evidence-based and
strategic long-term infrastructure planning that supports job creation and training
opportunities, economic growth and protection of the environment, and incorporate design
excellence into infrastructure planning” (Government of Ontario 2015). The Act allowed for
the passing of regulations that prescribed the preparation of infrastructure AMPs for broader
public entities. These plans would require the evaluation and prioritization of projects based
on established criteria, which included: life-cycle costing; return on investment; stimulating
productivity and economic competitiveness; maximizing tax assessment values and tax base
growth; supporting other public policy goals; and providing a foundation for further
infrastructure projects (Government of Ontario 2015). The Infrastructure for Jobs and
Prosperity Act paved the way for the eventual development of Ontario Regulation 588/17:
Asset Management Planning for Municipal Infrastructure. (Government of Ontario 2017).
Requirements of O. Reg. 588/17 for Small Municipalities
O. Reg. 588/17 was filed under the Infrastructure for Jobs and Prosperity Act, 2015 on
December 27, 2017 and came into effect on January 1, 2018. The Regulation stipulates a
number of requirements for all Ontario municipalities, including the creation and
implementation of a Strategic Asset Management Plan (SAMP) and subsequent AMPs with
an increasing level of detail over time. The obligations of O. Reg. 588/17 differ for small and
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large municipalities, with the former being defined as having a population of less than 25,000
in the most recent census (Government of Ontario 2017).
The regulation required individual municipalities to prepare a SAMP by July 1, 2019, which is
to be updated at least every five years moving forward and requires a number of policy
instruments. It must also include links to all municipal goals, policies, or plans relevant to AM
and must link the AMP to the municipality’s budget and long-term financial planning activities
(Government of Ontario 2017). This would include, but not be limited to, items such as
strategic plans, official plans, water and wastewater financial plans, development charge
studies, and budgeting policies. In addition, the SAMP must outline a commitment to
vulnerabilities that may be caused by climate change, as well as adaptation and mitigation
measures, and disaster planning and contingency funding. The purpose of the SAMP is to
provide a framework for AM activities while encouraging consensus building surrounding the
path to tackling infrastructure deficits and appropriately managing assets between staff,
council and the public (Government of Ontario 2017).
O. Reg. 588/17 then requires an AMP to be created for core municipal infrastructure assets
by July 1, 2021, with the addition of all other municipal infrastructure assets by July 1, 2023.
Core assets include water, wastewater, or stormwater management infrastructure, roads, and
bridges or culverts. For small municipalities, the AMP must include Levels of Service (LOS)
and performance for each asset category; a summary of the assets in each category,
including their replacement cost, average age, condition, and a description of the engineering
practices used to determine this information; the lifecycle activities required to maintain the
current LOS for each category and the cost of undertaking these activities; and a description
of the assumptions with respect to change in population or economic activity. The fourth
milestone, which must be completed by July 1, 2024, is the inclusion of the proposed LOS
THE SUCCESSFUL IMPLEMENTATION OF O. REG. 588/17 12

and proposed performance for each asset category in all of the following 10 years
(Government of Ontario 2017).
The development of SAMPs in Ontario is a clear example of municipalities implementing
policy that is made by the Province. Fortunately, many municipalities anticipated the
implementation of provincial AM policy far ahead of this regulation coming into effect. The
guidelines published by the government and the Infrastructure for Jobs and Prosperity Act,
2015 pointed to the possibility of future regulation for municipalities. In addition, organizations
such as FCM, MFOA, AMO, and others were particularly active in the consultation activities
undertaken by the province surrounding AM. Through this process these organizations
gained valuable insight and fostered relationships with provincial contacts, allowing them to
keep their proverbial ears to the ground to pass information on to their members. Municipal
staff and councils were kept informed of developments in forthcoming AM requirements by
both the province and these organizations through newsletters, seminars and conferences.
This allowed many municipalities to effectively plan ahead for the eventual implementation of
AM regulation, easing the burden once the regulation came into effect.
Municipal SAMPS and the eventual development of AMPs as required by O. Reg. 588/17,
will differ based on how each individual municipality chooses to manage their assets. These
documents will be influenced by the circumstances that surround AM activities, as well as
other interrelated strategies and local government priorities (Sancton 2014). For example,
municipalities that have actively implemented prior Level of Service (LOS) requirements for
their assets will have less work to do to meet the 2021 milestone. Similarly, a municipality that
has a small funding gap as compared to revenues available will need to focus fewer resources
on addressing that gap. While the act of building or replacing infrastructure represents precommitment by locking in future opportunities or limitations (Sancton 2014), the policy and
THE SUCCESSFUL IMPLEMENTATION OF O. REG. 588/17 13

AMP themselves are meant to be living documents. This means that these documents can
change over time based on municipal budgets, capital needs, availability of external funding,
desired levels of service and performance, and corresponding infrastructure deficit.
The Institute of Asset Management’s Conceptual Asset Management Model (Figure 1) is a
useful framework for municipalities to use to understand the inputs, outputs, and
interdependencies that generally inform AM planning (The Institute of Asset Management
2015).

Figure 1 - The IAM's Conceptual Asset Management Model (The Institute of Asset Management 2015)
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In order to effectively undertake the requirements of O. Reg. 588/17, each municipality must
ensure that its SAMP and AMP is tailored to its specific infrastructure needs. Organizational
factors play an important role in the proficient accomplishment of the regulation’s
requirements, which affect virtually all areas of the municipality. Small municipalities often see
their staff leading generalist roles, and, without the resources to employ AM subject matter
experts, fulfilling the requirements of O. Reg. 588/17 requires these municipalities to harness
capacity generated through the effective employment of other organizational factors. Small
municipalities that recognized the substantial change coming to the AM landscape have
undertaken substantial organizational change to prepare for the implementation of structured
AM programs. These changes have had significant impacts on municipal resource allocation
and the culture surrounding TCA management.

Methodology
This research was conducted as a literature review to determine organizational factors that
contribute to successful change in public organizations, followed by a longitudinal
observational study tying these organizational factors to a single case. The case study portion
of this research reviews the organizational factors related to Loyalist Township’s AM activities
over a 10-year study period, from 2009 through mid-2019.
The case study is a longitudinal comparison study, occurring as a nontreated study that is not
accompanied by control observations. This type of observational study is used when, for
example, it is not pragmatic to have an untreated group that is similar in all respects to the
treated group or when it is not possible to have a group that does not receive a policy
treatment (Gerring and McDermott 2007). Over the study period, changes have been made
in response to a number of provincial requirements, including the introduction of PS3150
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accounting procedures for 2009 financial statements, the Building Together Guide released
in 2011, and the introduction of O. Reg. 588/17. These requirements were not optional for
Ontario municipalities; therefore, the use of a separate control municipality was not available.
As such, the control for this study is the pre-intervention state of the subject municipality, prior
to the changes required from the Province. It is presumed that ceteris paribus is maintained
or, in other words, that the state of asset management in Loyalist Township would have
remained the same without the interventions introduced by the Province (Gerring and
McDermott 2007).
All of the changes required by the Province necessitated further legitimized focus on AM
Planning in Ontario municipalities, resulting in several updates to many organizational
elements. Factors including organizational structure modifications, involvement of specific
staff members, Council connection, legitimization of processes, availability of data, and
strategic planning information have all been reviewed and are included in this evaluation. As
noted by Kelliher, research legitimization in terms of reliability, validity and generalizability can
be concerns in single case scenarios. However, for the purposes of this research, it should
be noted that “although a single case may not provide sufficient evidence to make robust
generalisations, it can establish the existence of a phenomenon, which is adequate for the
purposes of exploratory research” (2005).
The methodology undertaken for this research is meant to demonstrate the existence of the
organizational factors associated with the changes in AM planning within a single
organization, however additional research opportunities exist to confirm their generalization
and reproducibility. In summary, Gerring and McDermott find that it is fair to regard a singlecase, longitudinal study where an intervention from policy-makers is present as a natural
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experiment similar to a manipulated intervention that might have been undertaken in a field
experiment (Gerring and McDermott 2007).
The research protocol for this investigation is meant to establish causal assessment through
“depth and time series rather than as a single point in time, offering the greatest potential for
legitimisation of the research results” (Kelliher 2005). Kelliher finds that the review of public
information in this research establishes a chain of evidence, which increases reliability and
reduces misperception (2005). In addition to the review of public information, the writer is
employed by the case organization and is able to make additional observations as a result.
Considerable effort has been made to eliminate bias in these observations by using public
data as the source of information as often as possible, however it is not possible to completely
eliminate predispositions due to the nature of the writer’s position within the municipality. The
research protocol used for this study is outlined in Table 1.
Table 1 - Research Protocol

Research Question

What are the organizational factors that contribute to the
success of local government asset management planning
activities in small municipalities?

Research Method

A longitudinal, observational 2009-2019 (present)
study of a single case:
Loyalist Township, Ontario.

Critical Incident

Introduction of O. Reg. 588/17: Asset Management
Planning for Municipal Infrastructure.

Case Selection Process

Small Ontario municipality with public access to various
records outlining changes to organizational factors
associated with Asset Management Planning over time.

Case Access

Identify cases fulfilling the 2009-2019 (present)
criteria in the research
protocol. Ensure full access
to the information.

Research Instrument

Researcher as the primary research instrument in the
application of research methods. Researcher is employed
by the study municipality with access to information and the
THE SUCCESSFUL IMPLEMENTATION OF O. REG. 588/17 17

ability to make observations due to involvement in the
program throughout the study period.
Boundary Device

Small municipal asset management framework.

Research Techniques

On-site observation supported by the review of Council
Minutes, internal policies and procedures, Strategic Plans,
Official Plans, Financial Plans, AM committee minutes,
budget documents, changes to organizational charts, and
changes to data collection and access over the study period.

Data Management

Use of public data, appropriate collection methods and
process, including control of the research instrument’s
influence on the studied environment.

Organizational Factors that Contribute to Successful Change in Asset
Management Planning in Public Organizations
Findings of Literature Review – Factors that Contribute to Successful Asset
Management Programming in Public Organizations
O. Reg. 588/17 includes clear outputs, making it easy to measure the successful delivery of
the legislated requirements. However, organizational change that is imposed from outside an
organization can suffer from a lack of understanding by staff of the urgency and necessity for
the change (Kickert 2014). This is not an insignificant hurdle. As explained by the Institute of
Asset Management, successful AM demands a multidisciplinary approach undertaken by
cross-functional teams at all levels of an organization working across the stages and levels
of an asset portfolio. It requires developing and implementing AM programs, is clearly
connected to the organization’s strategic plan, and includes a visible commitment from senior
leadership (2015). Effective approaches to AM place particular emphasis on leadership,
policy and strategy, and stakeholder engagement, as well as systems, process and data
analysis. In addition, successful AM includes “focusing on the form of organizational structure,
knowledge and systems required to achieve long-term business objectives” and is a complex
THE SUCCESSFUL IMPLEMENTATION OF O. REG. 588/17 18

activity that requires the alignment and improvement of a number of organizational factors to
guarantee success (Lloyd 2012). External initiation from the province makes all of this more
complicated.
In their 2006 review of theories of organizational change in public organizations, Fernandez
and Rainey found that there are eight factors that contribute to successful organizational
change in the public sector. These factors are said to impact the outcome of change initiatives
and act as determinants of successful implementation of a change program (Fernandez and
Rainey 2006). The eight factors outlined by Fernandez and Rainey are:
•
•
•
•
•
•
•
•

Factor 1 – Ensure the Need
Factor 2 – Provide a Plan
Factor 3 – Build Internal Support for Change and Overcome Resistance
Factor 4 – Ensure Top-Management Support and Commitment
Factor 5 – Build External Support
Factor 6 – Provide Resources
Factor 7 – Institutionalize Change
Factor 8 – Pursue Comprehensive Change

(Fernandez and Rainey 2006)
The literature focused on the successful delivery of AM programs also outlines a number of
factors that are important to the successful implementation of infrastructure AM planning. It
generally supports the findings of Fernandez and Rainey, but also adds that the availability
of good data to allow for evidence-based decision-making is vital to effective AM (Halfaway
2008, Lloyd 2012, The Institute of Asset Management 2015).
In addition, the principles surrounding the delivery of AM programs in Ontario render some of
the factors outlined by Fernandez and Rainey somewhat unwarranted. Specifically, ensuring
the need and building external support are factors that can be eliminate because, in the face
of AM planning in Ontario over the past decade, municipalities are not autonomous actors.
Factor one, ensuring the need involves developing a vision and providing an overall direction
THE SUCCESSFUL IMPLEMENTATION OF O. REG. 588/17 19

for the change that can be used as a framework from which to develop a plan (Fernandez
and Rainey 2006). By enforcing changes to accounting associated with PSAB’s PS3150,
providing guidelines that tie provincial funding to successful AM planning, and enacting O.
Reg. 588/17, the province has already provided this vision and framework for municipalities.
Similarly, factor five, build external support can be disregarded. Support for the change in AM
culture from political overseers is already in place as the province has committed its support
by enacting guidelines and legislation, and by supporting the change through funding
programs. Support for the change from key external stakeholders, such as MFOA, FCM and
others, also already exists.
To link the findings of the change management literature to the successful delivery of AM
programs in Ontario in the face of O. Reg. 588/17, the factors determined by Fernandez and
Rainey should be moderately modified. Two of the factors have been eliminated, as outlined
above, and the others were merged or modified to apply more specifically to organizational
change related to the delivery of an AM program. One new factor, use evidence-based
decision-making, was added and is specific to the successful delivery of AM planning
activities. The organizational factors which, based on the literature review, are posited to
encourage effective public organizational change, promote the delivery of successful AM
programs, and likely contribute to the successful implementation of O. Reg. 588/17 are as
follows:
•
•
•
•
•
•

Factor 1 – Provide and Implement a Plan
Factor 2 – Ensure Top Management Support and Commitment
Factor 3 – Use Evidence-Based Decision-Making
Factor 4 – Institutionalize Change
Factor 5 – Provide Resources and Pursue Comprehensive Change
Factor 6 – Build Internal Support by Communicating Strategically
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The following subsections provide additional detail as to why these organizational factors
were found to positively contribute to successful AM programs.
Moreover, organizational change often occurs as continuous change rather than episodic
change, as is the case when effectively delivering AM. Employing small, cautious, gradual
changes instead of aiming for large, comprehensive, transformational change all at once
appears to be more successful. Incremental change allows the organization to respond to
emergent threats by clarifying objectives, correcting missteps, communicating strategically,
and empowering employees to participate in the change (Kickert 2014). The need for
incremental change in order to successfully undertake provincial AM requirements is also
discussed.
Provide and Implement a Plan
An AM program should start with the end in mind. Effective planning results in improved
service delivery and organizational performance, and it has been found to lead to positive
organizational outcomes. Planning clarifies objectives, ensures the appropriate allocation of
resources, promotes communication to staff, and identifies external events and internal
changes (Boyne and Gould-Williams 2003). In AM, effective planning using a step-by-step
approach is a fundamental requirement (Lloyd 2012). Proper planning and implementation of
the activities required to meet the requirements of O. Reg. 588/17 will contribute to procuring
the benefits outlined above.
AM planning in Ontario is legislated by the Province and, as such, it will be very important for
municipalities to develop their processes according to the regulated framework in order to
ensure that they remain on track to meet its requirements. Most statutes specify their
objectives and structure a general framework for its implementation (Sabatier and Mazmanian
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1981) and O. Reg. 588/17 is no different. Local governments are required to put this planning
and implementation framework into practice. Planning and implementing the plan needs to
involve individuals at all levels of local government, from frontline staff to Council, to ensure
support for a new asset management culture.
In order to develop an AM culture and meet the requirements of O. Reg. 588/17, municipalities
should conduct a current-state analysis of its TCAs in order to effectively plan. This involves
a number of initiatives, including developing a team charter; providing orientation to key staff
members; developing a vision, mission statement, implementation roadmap, and
communication plan; identifying sources of information; conducting a desk audit; reviewing
electronic data; conducting site visits and interviews; observing business practices related to
assets; and defining the as-is business process (Lutchman 2006). Asset management audit
frameworks included in BAS 55 and ISO 55000 can also be used to inform the current state
of AM in the municipality.
Infrastructure management involves staff from many different areas of the organization who
have varying skills and fulfill many different types of roles. It is crucial that these team
members work together to guarantee that suitable AM activities are undertaken (Lloyd 2012).
Developing a team charter is critical to ensuring that all team members understand the AM
committee’s mandate, the extent of its authority, critical project milestones including how they
relate to O. Reg. 588/17, deliverables, and relationships to other teams or groups. Using the
current-state analysis and project charter, municipalities can determine steps forward for
implementing the plan. Determining gaps in information and outlining the steps needed to
obtain and structure this information into a suitable and implementable plan is vital to meeting
the requirements of O. Reg. 588/17.
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The theory behind infrastructure funding gaps and the need for appropriate AM is understood
within the target-group for the regulation, which is well defined and generally limited to
municipal officials and administrators. While the behavioural and organizational culture
changes required to implement the requirements of the regulation might be considerable, the
need for better AM planning is generally accepted by municipal staff and politicians. It is also
tied into provincial funding programs, further encouraging behavioural compliance of the
target municipalities. Implementation success can be improved by ensuring that a quality
project team and appropriate project budget are in place, communicating effectively within
the project team and with stakeholders, and through the right leadership and mitigation of
implementation risks by the city manager, who directs the administration (MItchell 2018).
Kickert adds that major organizational change should be led by senior management but
employees should be empowered to contribute to the change initiative by maximizing their
involvement in and commitment to implementing the change (Kickert 2014). In addition, the
city manager can improve implementation outcomes by engaging stakeholders early the
process and reinforcing the importance of the project. However, once an initiative is in
progress, the city manager typically delegates the primary responsibility for implementation
to management and monitors advancement (MItchell 2018).
The implementation process for the delivery of the milestones outlined in O. Reg. 588/17 is
clear and well-structured, which Sabatier and Maxmanian believe further increases the
likelihood of effective delivery by the target-group (1981). The important element in delivering
the requirements of the regulation will be to ensure that the SAMP and AMP that are
developed by municipalities follow the same structured framework as the regulation,
encouraging straightforward implementation by all municipal staff. Planning the plan will
ensure that AM activities are appropriately complex and will avoid unnecessary confusion
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when the SAMP and AMP are rolled out, and will ensure the key objectives are prominent,
agreed, visible and attainable (Lloyd 2012). However, it is also important to adjust the
implementation plan to address emergent threats to project success as environmental
assumptions change over time (MItchell 2018). Effectively planning change requires the
ability to evolve through a number of iterative plans in order to arrive at the desire future state
(van der Voet, Groeneveld and Kuipers 2014).The need for a feedback loop as outlined in
Figure 2 will also be necessary to ensure on-going municipal compliance. (Lloyd 2012)

Policy outputs
(deicions) of the
implementing
agency

Political system's
evaluation of the
policy in terms of
major revisions in
its content

Policy
Feedback
Loop

Perceived impacts
of agency
decisions

Compliance of
target groups with
decisions

Actual impacts of
agency decisions

Figure 2 - Policy Feedback Loop (Sabatier and Mazmanian 1981)

It is also important to remember that AMPs are meant to be living documents, meaning that
they should be updated often based on the state of the infrastructure in a given municipality.
The planning and implementation cycle will be more involved at the onset of the process to
meet the requirements of the regulation but will be on-going. For example, if a given sanitary
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sewer is scheduled for repair in a given year based on useful life scheduling, and a video
inspection of the sewer finds that it is still in good condition, there is no need to replace this
asset and the AMP will need to be updated to reflect this finding. Another example is that the
AMP would require revision if Council passed a motion to change the LOS requirements for
a given asset group. Although it is important to plan the plan, the need for changes in
response to the impacts of decisions made under the AMP will be vital to the on-going success
of AM planning in Ontario’s municipalities.
Ensure Top Management Support and Commitment
A successful AM program should be visibly supported by all levels of leadership, beginning
with senior leadership teams and cascading down throughout the organization (The Institute
of Asset Management 2015). An organization’s failure to adopt effective AM thinking and
practices is often because senior management perceptions of AM are too narrow, misplaced
or conflicting. Leadership should recognize that AM provides systemic, continuous
improvement throughout the organization and offers a better understanding of the relationship
between capacity, demand, maintenance management, and improvement planning (Lloyd
2012). In any organizational change, top management support for and commitment to the
change is essential to its success and requires cooperation from politicians (Fernandez and
Rainey 2006).
Leadership sets the direction and priorities to reinforce and meet corporate objectives through
the development of constructive AM activities (The Institute of Asset Management 2015) and
should include appropriately framing the change, role modeling, and empowering employees
to be motivated to participate in the change (van der Voet, Groeneveld and Kuipers 2014).
While there have been varying schools of thought on the politics-administration dichotomy,
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the reality is that elected officials and the city manager share these responsibilities. “Elected
officials can be helpful by clarifying goals and expectations for administrators, which
decreases the gap between policy formulation and implementation and leads to better
outcomes” while city managers are often involved in the policy domain through involvement
in agenda-setting, policy formation, goal-setting, and leadership functions (MItchell 2018).
The city manager can play a pivotal role in local policy-making and shaping organizational
culture because “council relies on the policy advice of the city manager, which gives this
individual an opportunity to shape policy choices” (Henstra 2010). Mitchell (2018) adds that
effective city managers play an important dual leadership role during the implementation of
strategic initiatives. Through monitoring of the implementation team’s progress and
stakeholder satisfaction, good municipal leaders are able to pick up on missteps from the
implementation team and understand when to step in to reframe or otherwise aid in the
implementation process (MItchell 2018). This individual also works closely with the senior
management team to shape priorities, which is also crucial to successful policy
implementation.
Mitchell (2018) outlines that the city manager has a four-step role in strategic management
that becomes increasingly involved and challenging as implementation proceeds. The
compounding leadership challenge of implementation is outlined in Figure 3, below. The tasks
required by the city manager include gaining consensus for and uniting the organization for
change by fostering strategic coalitions, planning for change by building a change-conducive
culture and capacity for change, executing change through the establishment of effective
implementation teams and precise implementation plans, and adapting to change through
monitoring for challenges and taking corrective action in the face of emergent threats. Due to
the compounding leadership and decision-making challenge and the unique role of the city
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manager within the implementation process, this person often holds a disproportionate
influence on the success of a strategic initiative (MItchell 2018).

Figure 3 - The compounding leadership challenge of implementation (MItchell 2018)

In the context of meeting the requirements of O. Reg. 588/17, the city manager will need to
prioritize AM planning in three different directions: down when leading municipal staff, up
when providing leadership to Council, and out when working with external stakeholders such
as other governments, community groups, and business organizations. The city manager will
need to use power through authority and influence to instill the importance of appropriate AM
planning on the three different leadership directions. He or she will also be required to play
manager, broker and mediator to ensure that all stakeholders support AM activities (Siegel
2010). The city manager can promote the use of rational planning to clarify objectives
surrounding AM activities and ensure appropriate resource allocation that is in line with
organizational objectives (Boyne and Gould-Williams 2003). Without buy-in from the city
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manager, a policy, such as AM planning, that requires transformational in all functional areas
of the municipality will not be successful.
In addition, the mayor and council of a municipality also play a very important role in the
successful implementation of any policy. The mayor is elected at-large, therefore representing
a broad constituency, and is a member of numerous boards and commissions, allowing him
or her to “leverage this role to promote policy issues he or she feels are important” (Henstra
2010). Furthermore, elected officials generally play a role in supporting and overseeing a
change, especially if that change is a strategic initiative. For this reason, it is especially
important for staff to confirm that the mayor and council understand the need for the change
and are kept informed of the implementation progress (MItchell 2018). The commitment of
polictical officials to the implementation of statutory objectives was found to be the variable
that most directly affects the policy outputs of implementing agencies (Sabatier and
Mazmanian 1981).
Senior leadership can make use of other policy implementation axioms common in
organizational change management to move AM planning forward. As outlined by Berry
(2007), these truisms include promoting the development of a “learning organization” and
achieving early success to demonstrate how change led to the intended purpose. In addition,
in their review of change management literature, Gilley, Gilley, and MacMillan (2009)
identified a link between specific soft skills that appeal to the human side of change and
leadership effectiveness. Skills such as coaching, communicating, involving others,
motivating, rewarding, and building teams contribute to the success of leaders in any change
management initiative, with the ability to motivate others and communicate effectively being
the two most important factors. Employing change management methods to promote an AM
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culture through strong leadership is vital to successful AM (The Institute of Asset Management
2015).
Use Evidence-Based Decision-Making
Data should be treated as an asset in its own right and should be appropriately managed,
analyzed, and continually improved upon. AM leads to a better understanding of asset
performance through objective analysis due to improved data and analytics, which generates
greatly improved organizational decision-making and capital planning (The Institute of Asset
Management 2015). AM decision-making should be an integrated process that combines all
available data, processes, and software systems, especially since, without good data, an
organization can be over-reliant on incomplete information or local expert judgment
(Halfaway 2008).
A case study of South West Water in the UK determined that “accurate data are an essential
prerequisite for effective asset management” and “of equal importance is the platform on
which that data are held” (Lloyd 2012)”. The study found that an effective data platform needs
to be aggregated, centralized, accessible and consistent across the business (Lloyd 2012).
Information that is accessible to staff in all areas of the organization will empower employees
to ensure data is complete and correct which is especially important because decisions are
only as good as the data used to formulate them. A proper data management platform should
allow municipalities to improve functionality and asset performance, reduce costs and more
effectively manage risk through better planning. In addition, good data can address
operational deficits, improve knowledge transfer, and prevent loss of knowledge when key
staff members leave the organization (Lloyd 2012).
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O. Reg. 588/17 requires AMPs to outline the appropriate LOS to be provided for each asset
using existing performance as a baseline. Existing asset performance is to be determined
using the risk associated with the asset, the useful life associated with the asset, and the
condition of each asset. The AMP requirements in 2021 and 2023 are to determine lifecycle
activities and funding levels required to maintain the LOS. For the 2024 milestone,
municipalities are required to propose any changes to their required LOS, including any
changes to the required lifecycle activities, necessary to ensure sustainability of the
municipality’s assets. Early in their AM planning journey, organizations should assess the
quality of the their existing data and define a data improvement plan to address any data gaps
(The Institute of Asset Management 2015) that will make meeting these future requirements
challenging.
As Tiebout explains, it is difficult for government administrators and politicians to ascertain
the specific expenditure desires of the “typical voter” (Tiebout 1956). Local governments will
have to develop processes as part of their AMPs to ensure that decisions around appropriate
LOS for various asset types are consistent with the wishes of taxpayers. Some of these
decisions are legislated, as is the case with many decisions involving water assets or road
maintenance, for example. However, choices with respect to other assets are more
discerning. Do residents desire more paved roads or additional playground structures? Are
they willing to accept the tax increases that come with those choices? Or do they wish to
reduce the LOS for some assets thereby decreasing pressures on tax rates? How do these
desires align between rural and urban residents or the young and the old? As Tiebout notes,
“a reduction of costs along with a reduction in one or more of the services provided cannot
be justified on economic grounds unless the social welfare function is known” (Tiebout 1956).
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The social implications of LOS changes are difficult to ascertain but remain an important factor
to be considered during the AM decision-making process. The regulation requires
municipalities to eventually demonstrate that maintaining existing LOS is sustainable. As
such, municipal councils will need to work with staff to understand the implications of LOS on
costs prior to passing the AMPs associated with the final milestone in 2024. By employing
evidence-based decision-making and following the requirements of O. Reg. 588/17, municipal
staff and Council can guarantee that decisions are based on the evaluation of appropriate
data and made consistently. Using an evidence-based assessment based on good data will
allow the municipality to “affirm and assure quality service delivery and to support internal and
external reporting” (Arif and Bayraktar 2012).
An enormous amount of data goes into these decision-making processes for each asset. This
includes, at a minimum, condition and risk assessment, replacement cost, cost of
maintenance activities, useful life, and the in-service date. With the useful lives of some
assets being longer than 100-years, for example concrete tankage or the shell of a building,
there are many lifecycle activities required over their lifespan. AM planning should be rooted
in thinking long-term in order to best manage the asset over its entire useful life. As such,
collecting and maintaining this data is a colossal exercise, even for a small municipality.
Halfaway recommends that AM data should be integrated and coordinated across municipal
departments, other business processes, and across organizational boundaries (2008).
Evidence-based decision-making will make judgments more defensible, which will be
important since residents, councils, and staff may find the changes to the way assets are
managed as a result of AM programs to be contentious. It is therefore necessary for a
municipality to make collective and integrated decisions based on the best available data. It
should be noted that this may result in there being “winners and losers” across departments
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or geographic areas of the municipality, further highlighting the importance of evidencebased-decision making to manage expectations and desires of both internal and external
stakeholders
Institutionalize Change
AM focuses on ensuring that capital spending and organizational infrastructure management
aligns with corporate objectives (The Institute of Asset Management 2015). New policies and
procedures should be routinized and institutionalized, thereby replacing old patterns of
behavior (Fernandez and Rainey 2006). Connecting AM vision, strategy and objectives to all
levels throughout an organization is known as alignment or “line of sight” and will help lead to
a fully functional AM system. The PAS 55 framework and the IAM conceptual model both note
the organization’s strategic plan as a key input to AM planning and concentrate on the
alignment of asset management policy, strategy, and planning to integrate information and
knowledge sharing (The Institute of Asset Management 2015, Lloyd 2012). In AM planning,
"a visible line of sight from organizational vision right down to asset level interventions” is vital
and will help to ensure that an AM program is optimized (Lloyd 2012). In addition, AM planning
should be consistent with other organizational policies, procedures, and plans (The Institute
of Asset Management 2015).
Strategic planning helps to manage change by linking strategies with performance measures
and developing clarity around desired service outcomes. It is meant to create public value by
defining valuable programs and engaging the politics surrounding the organization, thereby
changing the way services are carried out (Berry 2007). For example, Scottish Water ensures
that long-term organizational aspirations are translated into AM goals and strategic actions
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through a translation and feed-back loop as outlined in Figure 4. This ensures that all strategy
types work together (Lloyd 2012).
Organizational
Vision
Statement

Measures of
Sucess

Actions

Objectives and
Goals

Key Strategic
Intents

Figure 4 - Scottish Water example of translating long-term organizational vision to goals, strategies and actions
(Lloyd 2012)

O. Reg. 588/17 requires that a municipality’s SAMP links to its goals, policies and plans and
is considered in the development of maintenance and life-cycle management programs,
municipal budgets, and long-term financial plans (Government of Ontario 2017). Respecting
the association between AM planning and other municipal goals, policies, and plans is
essential to the successful implementation of the regulation. As suggested by Berry, linking
the strategic plan to existing operational plans and budgets through the use of action plans is
also an effective method for its implementation (Berry 2007). By linking these activities
together, municipalities will succeed in changing behaviours to normalize the need for AM to
be considered in all actions throughout their organizations. In addition, linking plans and
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policies will standardize activities being undertaken throughout the organization, which will
improve the overall efficiency and effectiveness of the municipality.
Provide Resources and Pursue Comprehensive Change
A fully functional AM system should include organizational alignment to AM priorities and
needs to engage the whole organization to be strategic (Halfaway 2008). In addition to
strategic planning, organizational structures and resources must be tied to executing strategy
(MItchell 2018) and fundamental change requires systemic adjustments to organizational
subsystems (Fernandez and Rainey 2006). AM should not be the responsibility of one single
person in an organization and adopting a multi-disciplinary AM approach fosters an efficient,
sustainable, and proactive AM program (Halfaway 2008).
Successfully managing an organization’s infrastructure requires unique viewpoints, diverse
experiences and varied knowledge. Organizational change involves the redeployment or
redirection of scarce resources toward the change and works best when participation by
frontline staff is combined with direction from top management. A lack of resource support
can lead to “feeble implementation efforts, higher levels of interpersonal stress, and even
neglect of core organizational activities and functions” (Fernandez and Rainey 2006). This is
especially true in small municipalities, where resources can be spread incredibly thin and
employees are already responsible for a variety of functions. Staff assigned to implement AM
planning should have the “administrative and technical capacity to ensure that they achieve
statutory objectives”, leadership should be consistent in communicating the desired changes
in behaviour that will result in systemic change, and changes in organizational subsystems
should reflect the desired change (Fernandez and Rainey 2006).
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The AM development team should have a breadth of expertise, experience and views that
can be harnessed to effectively develop, rollout, improve, and support AM in an organization.
In turn, AM can lead to a more open structure that values participation and innovation, breaks
down information silos and data fragmentation (Lloyd 2012), and contributes to internal
efficiency through inter-relationships between various parts of the organization (Halfaway
2008). Leadership should ensure that organizational structure and culture promote AM and
that AM thinking and practices “cross traditional boundaries between functions and
disciplines” (The Institute of Asset Management 2015).
Horizontal Management (HM) values partnerships between levels of government,
organizations, or internal departments in order to deliver programs. It is important in the
context of AM because inter-organizational and inter-departmental relationships are key to
the implementation of AM activities. HM can be used effectively as an alternative to a strict
hierarchical structure where an interdependency between units and a multilevel structure
exists, and a consensual element is required to joint decision making. A municipality’s AM
planning activities include numerous interdependencies, including pooled couplings where
individual departments contribute pieces to the overall project, sequential coupling where one
area provides outputs for another area, and reciprocal coupling where outputs are provided
between units in a cyclical manner. HM is valuable in scenarios where these
interdependencies are required because it promotes collaboration, coordination, a shared
responsibility for decisions and outcomes, a willingness to work through to consensus, and
occurs when partners hold an equal stake in the outcome. The use of HM can create
innovation, minimize self-interest, take advantage of economies of scale or scope, promote
the sharing of resources, create meaningful and trusting relationships, and encourage looking
at things from different perspectives to improve outcomes (Sproule-Jones 2000).
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Similarly, “communities of practice (COPs) are groups of people who share a concern, a set
of problems, or a passion about a topic, and who deepen their knowledge and expertise in
this area by interacting on an ongoing basis (Wenger, McDermott and Snyder 2002).” They
allow people to share information, insight and advice, while accumulating knowledge and
helping one another to solve a common goal without housing the group in a formal hierarchy
(Wenger 1998). COPs can exist within businesses, across business units, and across
company boundaries. When organizations recognize knowledge as an asset, they should
cultivate COPs in strategic areas to further their organizational goals (Wenger, McDermott
and Snyder 2002).
Both HM and COPs can lead to the creation of a matrix structure. In a matrix structure,
interconnected subunits exchange and process information with each other through a project
lead (Wolf and Egelhoff 2017). Matrix structures have been found to increase ambidexterity,
defined as the ability to simultaneously excel at efficiency and adaptation to a changing
environment. The former improves organizational position in the short-term and the latter
contributes to long-term advantage. Ambidexterity is viewed as a capability that organizations
need to possess in order to survive over time (Wolf and Egelhoff 2017), an aptitude that is
incredibly important for strategic AM planning in a local government setting.
Pursuing comprehensive change by legitimizing staff resources and rooting a new subunit
responsible for AM activities will assist in the success of AM programs. However, AM
responsibility does not necessarily need to be a separate portion of the hierarchical structure.
In fact, making use of a project lead that encourages participation of interconnected subunits
that have core job functions rooted in other areas of the hierarchy can be a very effective way
to successfully implement an AM program. This is especially true for small municipalities
where resource capacity is already overextended.
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Build Internal Support by Communicating Strategically
Fernandez and Rainey outline that to build internal support for change and to start
“unfreezing” an organization in preparation for change, those responsible for the change
should persuasively communicate with as many stakeholders as possible and promote
widespread participation in the change process. This helps to reduce barriers to change.
Additionally, communicating the need for change requires employing effective written and oral
communication and active participation among employees to disseminate information and
convince employees of the necessity (Fernandez and Rainey 2006).
To ensure that the accurate information is received, senders and receivers must ensure that
they select a channel with appropriate richness for the subject matter. The richness of the
channel can range from formal reports or bulk mail on the low end to face-to-face
conversations at the high end (Langton 2011). To communicate effectively, it is important to
choose the sender and channel appropriate to the message and the receiver in order to
ensure that the proper message is received (Langton 2011). As Garnett explains, effective
communication in the public sector requires “analyzing situations and designing appropriate
strategy”, which involves the consideration of six strategic communication factors: medium,
message, purpose, audience, management situation, and sender. Project leadership must
communicate strategically through considering these factors and making deliberate choices
about the factors in order to be effective (Garnett 1992). Otherwise, the messenger can affect
the message that is intended to be communicated to stakeholders (Mitchell 2018).
Strategic communication must be employed during changes to strategic initiatives to “inform
or gain information, to influence attitudes, [and] to affect behavior” (Garnett 1992). Failing to
communicate strategically during a change can lead to conflict. Langton defines conflict as “a
process that begins when one party perceives that another party has negatively affected, or
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is about to negatively affect, something that the first party cares about” (Langton 2011). During
any organizational change, and specifically a change in procedure that requires input from
the entire organization, the potential for dysfunctional conflict is high. Employees can be
fearful of additional work required to adhere to new procedures and the impact on autonomy
in decision-making moving forward. Furthermore, Mitchell outlines that “poor communication
can be indicative of larger project issues, such as low motivation and morale that leads to
overall carelessness” (2018). Conflict due to poor communication can potentially undermine
the purpose of a new policy or procedure since employees can be entrenched in existing
behaviours. Strategic communications should be used during organizational change
initiatives to reduce the potential for dysfunctional conflict (Langton 2011).
Similarly, “effective local government managers verify the need for change through listening
and learning and then “communicate those needs in ways that build support for change”
(Fernandez and Rainey 2006). Fernandez and Rainey discuss the “importance of determining
the need for change and persuasively communicating it through a continuing process of
exchange with as many stakeholders and participants as possible” (Fernandez and Rainey
2006). Lack of information about what will be required of staff moving forward could increase
self-interest, misunderstanding and lack of trust, and could cause employees to make their
own assessments about what the changes will bring (Langton 2011). The majority of these
resistance responses can be avoided through the continued use of strategic communications
and making the deliberate decision to, at a minimum, keep staff informed of the process.
Strategic communication of the change must also involve integrating knowledge; considering
administrative, political, legal, economic and personal factors; and analyzing objectives for
communicating (Garnett 1992). Garnett recommends that public managers should be
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“clarifying direction, reporting progress, responding to requests for information, making
recommendations, delegating assignments, and motivating action” (1992).
AM activities will affect municipal employees in all departments and all levels. There will be
impacts on workload and workflow due to AM planning such as capital projections,
maintenance forecasting, condition assessments, and reporting of additions and dispositions.
On the other hand, the change is an opportunity to continually improve datasets and better
inform decision-making with respect to capital and maintenance planning. Employees
throughout each municipality will have differing views on the challenges and benefits that
exist as result of the changes required by O. Reg. 588/17. Strategic communication of AM
requirements and activities throughout the organization will be necessary to ensure buy-in
from staff and a successful AM culture.

Successful Implementation of O. Reg. 588/17 by Loyalist Township
Community Background
Loyalist Township is a small municipality located on the shore of Lake Ontario in southeastern
Ontario, Canada within the Kingston Census Metropolitan Area. Over the approximate study
period, the municipality experienced a high rate of growth of 12.7% (2006-2016 census
population change), resulting in a 2016 census population of 16,971. The municipality’s
ongoing high growth rate requires that AM activities consider new assets in growth areas
while accounting for the renewal and replacement of assets in previously established areas.
Growth over the study period was primarily concentrated in the urban settlement areas of
Amherstview, Bath, and Odessa, which is where the majority of assets are located.
In 2017, the total replacement cost of Loyalist Township’s assets was $581 million,
representing a per-household cost of $94,000 as compared to the 2019 national average of
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$80,000 per household. As outlined in Figure 5, approximately 73% of the Township’s assets
were in very good or good condition at this time, while 27% were in very poor, poor, or fair
condition (Loyalist Township 2017). This is reasonably consistent with the findings for Canada
as a whole, which determined that approximately one-third of assets are in very poor, poor,
or fair condition (Canadian Infrastructure Report Card 2019). In 2017, it was projected that
Loyalist Township will face a net funding deficit of $63 million between 2018 through 2028
(Loyalist Township 2017).

Loyalist Township Asset Condition 2017
Poor
$40,066,392
7% Fair
$88,215,314
15%

Very Poor
$29,837,095
5%

Very Good
$319,714,991
55%

Good
$103,306,104
18%

Figure 5 - Loyalist Township Asset Condition 2017 (Source: Loyalist Township, 2017)

Loyalist Township is similar to many small municipalities as it includes a mix of rural and urban
areas, with very little land undertaking medium density form and virtually no high density
development. The Township does face some unique pressures with respect to AM. It operates
and maintains two water treatment plants and two wastewater treatment plants, as well as
their associated distribution and collection systems, which is very unusual for a small, lowertier municipality. To further complicate the management of these water and wastewater
assets, one of the service areas services two federal corrections facilities. In addition, very
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few lower-tier municipalities of this size own and operate both a pool and arena and the
operation of the Amherst Island ferry, where the province is responsible for the maintenance
and renewal of both the ferry and associated docks, is also an interesting AM task. Finally,
Loyalist Township is seen by some as a “bedroom community” to Kingston, which provides
challenges for taxation revenues due to the high proportion of residential growth experienced
as compared to corresponding commercial and industrial growth. As a result, the Township
is focused on attracting commercial and industrial growth to offset residential tax
requirements.
Organizational factors in Loyalist Township were influenced by the requirements of O. Reg.
588/17. Prior to changes made to the Township’s structure and resource allocation in
preparation for the enactment of this regulation, decisions were made in silos with little data
to support planning activities; top leadership was removed from asset management and
possessed limited knowledge about the state of the Township’s assets; and the Township
often employed reactive decision-making with respect to capital spending and commonly
delayed necessary capital or maintenance investments due to minimal cash flow. These
considerations had a negative impact on the management of Loyalist Township’s assets.
Over the last decade, in response to provincial recognition for whole-system decision-making
and better AM planning, the Township has made significant organizational changes in order
to maximize the asset activities that can be undertaken with its limited resources. This
resulted in the implementation of modifications to many organizational factors to be prepared
for the requirements of O. Reg. 588/17. The extent to which the Loyalist Township case
follows the six factors for successful AM programming in public organizations is analyzed in
the sections below.
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Provide and Implement a Plan
Loyalist Township’s first AMP was created in 2012 and was completed by an external
consultant when the province had a funding program in place for small municipalities. This
initial plan did not receive much input from staff and was subsequently not put to use. A
second plan, developed in-house, was then created in 2017. Following the completion of the
2017 plan, staff understood what is needed to properly develop an AMP. After garnering
awareness of the information required to successfully implement an AMP, Township staff
understood the benefits of planning ahead when undertaking an AM program. Additionally,
making changes to the plan, such as improving the condition rating of an asset or changing
the frequency of a maintenance activity, would be easy to do moving forward (Loyalist
Township, 2017). As such, Loyalist Township’s AMP, is now a truly living document that is
used to support decision-making and is updated as a result of changes to asset information.
Loyalist Township established its AM Committee in 2015. It is comprised of staff from all
municipal departments and includes members from senior leadership to front-line staff. The
mandate of this committee was established at its first meeting and includes coordinating asset
reporting; coordinating and managing asset data; reviewing and evaluating AM policy; and
organizing training on policies, processes, and procedures. The committee undertook a
number of the above activities prior to the development of the 2017 AMP, including site visits
and meetings with frontline-staff to determine condition and risk ratings for assets, as well as
to understand maintenance plans and differentiate between repairing, renewing, or replacing
an asset. This work has resulted in a substantial dataset which includes the vast majority of
the Township’s TCA, their rated condition, as well as their anticipated replacement date and
associated cost. A clear roadmap that outlined steps forward to develop the 2017 AMP was
developed during AM committee meetings, along with the plan to implement this roadmap.
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The requirements were discussed directly with committee members, many of whom assisted
with data collection and departmental discussions (Loyalist Township, 2015).
Since the passing of O. Reg. 588/17, the roadmap has not been updated. Current AM
planning in Loyalist Township would benefit from a clear team charter and the implementation
of a roadmap that demonstrates how the requirements of O. Reg. 588/17 will be achieved
moving forward. Then, staff involved in the project will have a clear outline of the steps
required to monitor success, allowing them to focus on implementing the plan and addressing
changes required due to emergent threats.
Overall, implementing O. Reg. 588/17 will require a change in organizational culture to fully
embrace and support AM planning over the long-term, creating effective tools to reduce
infrastructure funding gaps. Formulating the plan needed to implement the new AM
requirements, employing a feedback loop to address any necessary adjustments caused by
changing environmental factors, and implementing what is planned will be vital to obtaining
buy-in throughout the organization.
Ensure Top Management Support and Commitment
Over the course of the study period, the incumbent Mayors and CAOs of Loyalist Township
have placed AM activities in high regard which has resulted in a greater commitment to AM
in recent years. The incumbent CAOs and mayors have understood the importance of setting
AM planning as a corporate directive and the need to build upon AM culture throughout the
organization over time. As such, leadership for the AM program was assigned to appropriate
members of the senior leadership team and incumbent CAOs have supported AM activities
by communicating the importance of AM, providing sufficient resources to the AM program,
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and encouraging the development of a multidisciplinary team to undertake AM requirements
(Loyalist Township, 2015).
Since the 2018 municipal election, the development of an AM culture appears to be an
important mandate of Loyalist Township Council’s four-year plan. AM forms a specific
objective in the new 2019-2023 Strategic Plan and Council has been clear of the expectation
that requests for new assets as well as asset renewal and replacement initiatives are to be
informed by good data and the AMP (Smith School of Business, 2019). Additionally, in August
2019, the Mayor communicated the benefits of sound AM principles during a presentation
titled “Asset Management – Loyalist Township’s Journey” at the 2019 AMO Annual
Conference (Doherty, 2019). The decision to legitimize and dedicate AM resources has
steadily been increasing since 2015, culminating in 2019 with the creation of an Asset
Management Manger position which was developed during an organizational restructuring
(Council Minute 2019.10.19 - Loyalist Township, 2019). The inclusion of a position dedicated
to AM during the organization’s restructuring process demonstrates support from Council to
create an AM culture within Loyalist Township.
The current CAO recognizes the benefits of AM and actively supports AM planning, as have
all incumbent CAOs throughout the study period. Since the requirements of AM activities and
the AMP may have vast impacts on the routine work of many employees, it will be important
for the CAO to continue to employ and advance leadership techniques including the four
compounding leadership tasks during implementation. Specifically, the CAO should continue
to lead up, down, and out in order to: encourage the promotion of an AM culture throughout
the Township; ensure that appropriate resources are allocated to the initiative; confirm that
the project team communicates with and involves all stakeholders when appropriate or
required; and to ensure that threats to the project are addressed as they emerge. This will
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ensure appropriate uptake of AM policies and procedures moving forward and will contribute
to the continued success of the Township’s AM program.
Use Evidence-Based Decision-Making
Loyalist Township has information on over 100 asset types and 11,290 individual assets in its
AM platform (CityWide, 2019). In 2010, Loyalist Township acquired Public Sector’s Digest
Citywide software and began inputting data in categories, including historical cost, useful life,
and condition at that time (By-law 2010-79 - Loyalist Township, 2010). When municipalities
were initially consulted by the Province on the AM regulation in the summer of 2016, Loyalist
Township wanted to ensure an appropriate baseline from which to start meeting the
requirements of the regulation. As a result, hundreds of staff hours were spent cleaning up
the data in 2016 and 2017. The variation in data for the wide range of assets owned by the
Township would make it incredibly difficult to analyze and make evidence-based decisions
without the sophisticated algorithms used in the software. For some municipalities, this may
not be possible, or even necessary, however municipalities should find a suitable data
management tool to assist in analyzing data to make AM decisions.
Over the study period, the extent to which the Township has used its data to inform decisionmaking has evolved. At the beginning of the study period, in line with the PS3150
requirements, the primary focus was to collect asset information from a variety of locations.
This included other electronic documents, such as spreadsheets or databases, paper forms
or documents, and local knowledge from staff that was not recorded. This was a substantial,
but critically important and extremely beneficial, exercise. Following the collection period, data
was optimized, and staff began utilizing it for analytical and reporting purposes. Data was
used to inform the 2012 and 2017 AMPs but was also used to evaluate countless asset
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decisions and to support recommendations to senior management and council (Loyalist
Township, 2017).
The use of this AM platform has intergr data and made it available to staff in all areas of the
Township to improve decision making. For example, when staff in the Utilities division reviews
the need for work on a watermain, they can simultaneously assess when the road under
which the watermain is located is due for renewal or replacement. Should the road also
require work in a similar timeframe, digging up and replacing the watermain may be the most
economical option, whereas, should the road be deemed to be in adequate condition,
watermain relining may be a more appropriate solution. In addition, maintenance staff can
see the data stored in the platform and can update information such as asset condition if they
have undertaken renewal work on the asset.
Currently, the data platform is tied to the Township’s budgeting process, and capital
workplans can be generated directly from the platform (Budget Meeting - Loyalist Township,
2017). This allows staff to confirm the availability of staffing and financial resources prior to
presenting a workplan to council for approval. The continuing evolution of the use of data to
develop and inform the Township’s AM program thereby allowing staff and council to employ
evidence-based decision-making has been and will continue to be vital to its success and to
meeting the requirements of O. Reg. 588/17.
Institutionalize Change
Throughout the study period, a desire to maximize resources allocated to asset management
has been expressed by Loyalist Township Council through its Strategic Plans (Loyalist
Township, 2012, Smith School of Business, 2019). AM activities have also been included in
other studies such as the Township’s Official Plan, Long-term Financial Plans, or budgets,
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but these plans have not truly been integrated into the AMP until recently. Linking these plans
concretely, and continuing to do so moving forward, is changing the AM culture in Loyalist
Township and providing good line-of-sight between interdependent initiatives.
During the development of the 2012-2015 Strategic Plan, the Township saw AM as a future
political issue that would need to be addressed strategically. As a result, AM was a key focus
in Loyalist Township’s 2012-2015 Strategic Plan, which stated:
“The Township Vision will be achieved through Council leadership and the provision of
professional, cost-effective, community focused and sustainable services and economic
growth.” (Loyalist Township Strategic Plan 2012-2015 Mission)
Coupled with the Mission that outlines Council’s desire to focus on managing its resources
and connect assets to strategic decision-making, four of the seven strategic goals in the 20122015 Strategic Plan can be directly linked to AM. These strategic goals include:
•
•
•
•

Manage Growth with Environmentally Sound Policies
Strengthen the Township’s Financial Position
Address the Township’s Municipal Infrastructure Needs
Provide a Well-Managed and Effective Municipal Government

(Loyalist Township 2012)
The Strategic Plan for 2015-2018 was a slightly modified version of the 2012-2015 plan, with
the same strategic goals remaining a focus for the Township.
The 2019-2022 Strategic Plan was recently passed by Council and embraces stronger links
to AM planning and LOS focused in the strategic priority of Financial Strategy. Under the AM
program development objective, this plan includes the following key initiatives:
•
•
•
•

Review level of current service delivery
Develop, monitor and report a comprehensive asset management plan
Look for efficiencies and innovation to deliver the same level of service
Explore new methods of service delivery
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•

Deliver a customer service strategy

(Smith School of Business 2019)
The focused attention on AM requirements in the current strategic plan demonstrates that
Loyalist Township Council understands the importance of AM, connects to an improved focus
on AM activities over recent years, and provides an even greater emphasis on AM moving
forward. Continuing to include policies around the Township’s AM program to its Strategic
Plan will ensure that organizational strategies and financial planning support one another.
In another important initiative to connect organizational priorities, a new performance dialogue
program was introduced by Loyalist Township in 2014 and requires employee objectives to
be linked to the strategic goals of the organization. Linking AM activities to the performance
dialogue process, further solidified the required change in behaviours to focus on
appropriately managing assets. These were examples of emergent strategies used to move
toward more focused AM programming following the development of the Township’s first AMP
in 2012.
Furthermore, Loyalist Township’s updated 2019 Official Plan (OP) Amendment includes a
number of sections that are linked to AM planning. The purpose of the OP is to provide “a
framework intended to reduce the element of uncertainty as to the manner and sequence of
growth and land use changes so that coordination of public and private investment can occur”
(Loyalist Township 2019). It is important for a municipality’s AMP and OP to align to ensure
that growth-related and developer-donated assets follow the same AM principles as existing
assets. This is especially important in Loyalist Township, which sees high-growth rates and,
subsequently, larger volumes of growth-related assets added to its inventory each year. The
goals and objectives section of the OP includes a requirement for “sound asset management
policies and practices, which ensure the best possible decisions are made regarding the
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building, operating, maintaining, renewing, replacing and disposing of infrastructure assets…
[to] maximize benefits, manage risk, and provide satisfactory levels of service to the public in
a sustainable manner” (Loyalist Township 2019). The new OP also contains clauses that
require: addressing climate change challenges through best practices in AM planning;
integrating AM with the OP to make sound financial decisions while promoting growth;
integrating Community Improvement Programs into AM activities; ensuring growth-related
infrastructure is financially viable over its life-cycle; and establishing a priority list for the
implementation of public work projects (Loyalist Township 2019). Since the OP amendment
is only undertaken every five-years, there was significant motivation during the 2019 process
to ensure alignment between the OP and AM program. Municipalities should endeavour to
link their OP and AMP to promote proper management of growth-related assets moving
forward.
The Township also uses AM planning to inform its Long-Range Water and Wastewater
Financial Plans. The Water Financial Plan is a requirement of O. Reg. 453/07 made under
the Safe Drinking Water Act, 2002. An important principle of financial stability in Loyalist
Township’s 2014 Water and Wastewater Financial Plan is that “an asset management plan
is a key input to the development of a financial plan” (BMA Management Consulting Inc.
2014). The Long-Range Financial Plan goes on to outline that, as a result of the funding gap
determined through AM planning, a gradual increase to contributions towards water and
wastewater reserves has been incorporated into the Plan (BMA Management Consulting Inc.
2014). In response to the five-year cycle for applying for new Municipal Drinking Water
Licences, Loyalist Township and its consultants are currently completing an updated LongRange Financial Plan to submit with the Licence application. The updated plans are expected
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to be completed in December 2019 and will continue to be informed by the Township’s AM
planning as well other long-range plans, such as the Development Charge Background Study.
Loyalist Township began linking the budget process to AM requirements in 2015 and has
increased the extent of the relationship between the budgets and AM planning activities yearover-year. The 2020 budget will be drafted through the budgeting tool in the Township’s AM
software, thus ensuring a concrete link between the two areas. Each year, AM planning has
informed the budget process. For example, the 2017 Budget document noted that AM
planning had highlighted the need to increase capital contributions to fund capital works and
that the condition and risk assessments completed for the AMP allowed staff to plan more
accurately for the capital program (Loyalist Township 2017). Linking the AMP and the budget
will continue to give a better picture of the state of Loyalist Township’s infrastructure and its
capital and operating needs over time. This will simultaneously allow for the completion of
more accurate financial planning to continue to reduce the Township’s infrastructure funding
gap.
Loyalist Township should continue to ensure internal and horizontal validity by encouraging
line-of-sight between AM activities and other policies, procedures, and plans. Institutionalizing
an AM culture in the Township through this type of activity will enhance the Township’s AM
program.
Provide Resources and Pursue Comprehensive Change
Loyalist Township, like many municipalities, operates under a traditional bureaucratic
structure. The CAO oversees the organization’s departments and each department
represents a specialized set of skills and abilities. Generally, delivering AM activities requires
the use of alternative service delivery and can benefit from the use of HM and COPs to
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coordinate policies between groups. Multiple instances of this occurred in Loyalist Township
over the study period and should be encouraged in other municipalities to improve AM
delivery.
Over the past decade, as the Province has increased regulation with respect to AM, a crossfunctional team has developed in Loyalist Township to manage the requirements. At first, this
was an informal group of staff, primarily at senior levels in the organization and was generally
limited to employees in the Finance and Engineering areas. Initially, these employees worked
with external consultants who undertook the bulk of work necessary to meet the requirements
of PS3150 (Council Minute 2009.80 - Loyalist Township, 2009). While the use of consultants
kept internal staff available for other work, it was likely not the best use of Township resources,
since the knowledge gained by the consultants was lost once their contracts were complete.
Regardless, the internal staff involved in PS3150 work established an unrecognized COP
around AM due to the cooperation throughout departments that was necessary for this
undertaking.
Loyalist Township has done well to acknowledge, nurture, and support the COPs that have
developed in response to AM activities. COPs around AM have developed both internally,
between departments, and externally with administrators from other municipalities as well as
organizations such as, AMO, MFOA, MEA, and Asset Management Ontario. For example,
Loyalist Township partners with AMO and AM Ontario as part of an AM Cohort with five other
small municipalities. This is another beneficial COP, where knowledge and information are
shared freely to improve AM activities throughout the member municipalities.
The unconscious use of the COP structure has caused a number of issues in the past, with
the most significant likely being concerns about decision-making, direction, and supervision.
Following the release of Building Together, senior management at the Township understood
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that AM activities would be on-going and increasing in scope. In 2015, the unofficial internal
COP that had formed around AM in Loyalist Township was legitimized through the formation
of an AM committee. In addition, the Township began to review the need for long-term
resources to meet increasing requirements from the Province, eventually determining that
dedicated internal AM resources were required.
With the Director of Finance being the Township lead for AM activities in 2015, an Asset
Management Coordinator contract position was created in the Finance Department. This staff
member worked extensively with the Assistant Township Engineer to clean up existing data
and ensure that the baseline from which future AMPs were generated was accurate and
appropriate. In 2016, the contract position was eliminated and replaced with a permanent
Financial Analyst in the Finance Department; with approximately fifty percent of this role being
focused in AM planning (Loyalist Township, 2016). Building on Loyalist Township’s
collaborative AM culture and the need for multidisciplinary involvement, staff from a number
of departments continued to be involved in the AM committee throughout this time.
In the fall of 2019, Loyalist Township’s Senior Management Team and a number of middle
managers attended training through the Institute of Asset Management (IAM) and a number
of staff became certified under this program, formalizing the relationship between Loyalist
Township and IAM. As a direct result of the requirements of O. Reg. 588/17, the Assistant
Township Engineer position was modified to become an Asset Management Manager during
an organizational restructuring in 2019 (Council Minute 2019.10.19 - Loyalist Township,
2019). This legitimized the COP and acknowledged that AM planning through collaboration
between both external organizations or agencies and internal departments is central to the
Township’s success.
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Moving forward, the Asset Management Manager, with support from the Chief Engineer, will
provide leadership to staff in all departments to ensure that the requirements of O. Reg.
588/17 are achieved, thereby creating a matrix structure. The implementation of the Asset
Management Manager position is a true example of a matrix structure; with this person
providing leadership and direction to the Asset Management Committee and all staff
throughout the organization who undertake AM activities.
Undertaking AM activities using COPs and, later, a matrix structure has contributed to Loyalist
Township’s ability to deliver the requirements of O. Reg. 588/17. These flattened structures
promote collaboration, foster relationship building between departments, advance knowledge
sharing, increase ambidexterity, and ultimately improve outcomes, thereby contributing to the
success of AM activities. Loyalist Township has initiated comprehensive change in the face
of AM requirements by formalizing changes to organizational subsystems to align the
organization’s structure with AM program needs.
Build Internal Support by Communicating Strategically
Regardless of an employee’s attitude toward the required AM changes, there seems to be a
keen understanding within Loyalist Township of the need for a holistic, standardized approach
to AM activities. It is clear that this will ensure the on-going health of the Township’s assets
in all asset categories, as well as the continual reduction of the Township’s infrastructure
deficit. As is the case in any organizational change initiative, strategic communications have
been, and will continue to be, vital to the success of AM activities in Loyalist Township.
Communication channels used to transfer information to staff in Loyalist Township about AM
have varied over the study period and generally depend on the individual’s involvement in AM
planning. Information shared with the AM Committee has traditionally occured through rich
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media such as face-to-face through meetings, with some leaner mediums such as email
communication between meetings. Committee members appear to have a very keen
understanding of the requirements of AM planning and a good understanding of the
requirements of O. Reg. 588/17. Communications with all other staff has fluctuated depending
on the department, with varying success in the undertaking of AM activities.
The effectiveness of communications surrounding AM tasks and the content of the message
is also relevant to AM uptake. As the SAMP and other changes required by O. Reg. 588/17
are rolled out, it will be important to use rich channels of communication, such as formal
training sessions and face-to-face visits to regularly scheduled division meetings for
information sharing. In addition, communications must be designed through the consideration
of situational and strategic design factors to ensure effective information transmission.
Commencing in 2014, Loyalist Township’s Director of Finance, as the Champion and Chair
of this initiative, reviewed the situational factors and communicated strategically with
employees who would be affected by the change. In the early stages, it appeared that the
change agents used the early stages of action research to create the framework for the
requirements of O. Reg. 588/17. They employed strategic communications by considering
objectives, situational factors and choosing appropriate channel media and messaging during
the diagnosis portion of the model. They formed a committee that met face-to-face to consult
with those who would be impacted, to share best practices, and to collect information about
issues and concerns. This allowed change agents to appropriately inform receivers and to
influence the attitudes and behaviours of all stakeholders. In other words, a directive had
been set for the change and clearly communicated through rich channels.
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With the organizational restructuring that occurred in early 2019, the AM Champion and AM
Chair roles have transferred to different employees. With this change, the transfer of
information to those who will be affected by the SAMP and AMP needs to be maintained to
avoid individual resistance to the change that could occur if employees feel uninformed about
proposed changes required as a result of O. Reg. 588/17. The new AM team involved limited
staff to perform the analysis and complete the SAMP. Resistance to change is reduced by
heavily involving employees in the process. It appears that the amount of information sharing,
and the richness of the channel medium is reducing. For example, when the SAMP was
finalized, it was sent to employees by bulk e-mail with very little additional information about
why the SAMP was required or the future actions that will be necessary as a result of the new
regulation. If communication such as this continues, Loyalist Township may experience
difficulties in the action stage of the SAMP, which will involve implementation of the new policy
and the remaining steps to meet the requirements of O. Reg. 588/17.
In order to gain buy-in from employees affected by the requirements of the new regulation,
the change agents must ensure that strategic communication to staff resumes in short order
and that staff is presented with opportunities to provide feedback on its requirements.
Feedback through strategic communication must be part of the process at some point if staff
are to accept the change. Additional clarification with respect to the direction and progress of
the SAMP development through on-going updates would have helped those that would be
affected by the change to understand the process being undertaken. For example, the Asset
Management Committee could have been brought together once O. Reg. 588/17 came into
effect to outline the requirements for the SAMP and the AMP moving forward. Clarifying
information as to when and how decisions would be made, and reporting progress could have
suppressed fears and resistance. There may have been some confusion at this time as to the
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responsibility for this step since the Township was in the midst of an organizational
restructuring.
Moving forward, keeping staff informed through strategic communications will assist in
building support and commitment for the change and in developing positive relationships
between staff and the new AM leaders. Any current concerns appear to be due to lack of
information and apprehension about added workloads associated with the regulation,
however resistors are likely not yet deeply entrenched in their opposition at this point. Those
involved with decision making can begin by bringing employees who are more likely to accept
change back on-board as early adopters to promote the changes. The change agents are
employing this technique by keeping employees who have acted as early adopters of change
in the past informed throughout the process. Strategic communications will need to be used
in determining the appropriate situational and strategy design factors to use to share new AM
procedures and information with staff as the milestones required by the regulation continue
to be developed. This will ensure the appropriate adoption of all AM activities throughout all
departments.

Conclusion
Akin to the factors presented by Fernandez and Rainey, the factors presented in this paper
should not serve as a road map but as a compass for municipalities that are implementing an
AM program. This research postulates that AM planning can be improved in small Ontario
municipalities by increasing the municipality's focus on six key organizational factors that
contribute to successful organizational change. This study explains how the AM and change
management literature demonstrates that the organizational factors that will improve the
success of the implementation of O. Reg. 588/17 are:
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•
•
•
•
•
•

Factor 1 – Provide and Implement a Plan
Factor 2 – Ensure Top Management Support and Commitment
Factor 3 – Use Evidence-Based Decision-Making
Factor 4 – Institutionalize Change
Factor 5 – Provide Resources and Pursue Comprehensive Change
Factor 6 – Build Internal Support by Communicating Strategically

The implementation of O. Reg. 588/17 in Ontario municipalities requires a strong AM culture
throughout the organization. Over the past decade, municipalities have not been acting
autonomously in their efforts to move toward an AM culture, but have been responding to
provincial requirements. It can be difficult to implement this type of change. To be successful,
the organizational values and leadership must encourage prioritization of AM in the
development of policies and objectives, highlight the need for planning AM activities and
communicating them strategically, use excellent data to make evidence-based decisions, and
provide the human capital and other resources necessary to result in comprehensive change,
thereby maintaining AMPs as living documents that support AM activities throughout the
organization.
The Loyalist Township case study outlines how anticipating a major change, thereby allowing
change to be made incrementally over a period of time is beneficial. Small, continuous
changes were made to the AM program over a decade so that when the regulation came into
force, the Township was prepared to implement its requirements. Incremental change allows
an organization to “build momentum and demonstrate the benefits of change”, but can be
more difficult in the public sector due to the frequency of changes to political leadership
(Fernandez and Rainey 2006). In the case of Loyalist Township, despite significant changes
in both political leadership and top management throughout the study period, the AM program
continued to be a focus. As recommended by the literature, the Township employed gradual
changes instead of aiming for transformational change so that it could appropriately respond
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to ongoing threats to implementation. This allowed for a plan to be formulated, appropriate
data to be collected and analyzed, changes to be institutionalized, and appropriate resources
to be hired or redeployed to give adequate attention to AM activities thereby allowing
fundamental changes in behaviour to occur. Loyalist Township should continue to ensure that
internal support for the change is encouraged by communicating strategically.
Organizations, either small Ontario municipalities that are working to meet the requirements
of O. Reg. 588/178 or others that do not face this regulatory hurdle, can employ the factors
outlined in this paper to positively contribute to the implementation of an AM program.
Understanding these methods and employing them over time through an incremental change
initiative will likely contribute to the success of any AM program.
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